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An Act Relating to Fiscal Matters
Collaboration Report

Introcduction

The state Department of Social and Health Services (DSHS) works with
other child and family serving systems to maintain a public child
welfare system. The ultimate goal of the child welfare system is to
connect vulnerable kids and families to the right service at the right
time to meet both short-term and long-term needs for safety and well-
being. This includes critical work to sustain family and cultural
connections, reunify families whenever possible, and identify
permanent homes for children when reunification is not possible.

Children served by Children’s Administration experience improvement
in their lives through services provided to the child and his or her
family. Service options must be available to meet the varied needs of
children and their families. Community service providers are an
important part of having timely, appropriate, and effective services for
children served by the Children’s Administration.

To achieve and sustain excellence in Washington's child welfare
system all partners in the system; Chiidren's Administration, members
of the judiciary, guardians ad litem, legal representatives, Tribes,

. foster parents, extended family members, and commumty semce

. prewders need to work together and support each other

This report is submitted in response to the proviso in SHB 2459, the
2004 supplemental budget bill requiring the Children’s Administration
to develop recommended policies and pretoc:ois for coliaboration with
community based agencies.

) The.Coi%a.bo,ra__t'icn Proviso provided the following:

Children's Administration shall convene regional and local
department staff and community based agency staff to develop
recommended policies and protocols concerning collaborative
decision making, including contracting, referrals, and resource
allocation. Children's Administration shall submit these
recommendations to the governor and appropriate committees
of the iegislature by December 1, 2004.

As a result of proviso, Children’s Administration convened state and
iocal collaboration committees to consider a framework for




collaboration in decision making, planning; and communications for CA
and its service providers. A copy of the Statewide Cotiaboration
Protocols is attached to this report as Attachment A..

Development of the Collaboration Protocols

At the recommendation of the statewide collaboration workgroup,
neutral facilitators assisted in the meetings both at the statewide and
regional levels. The facilitators from the Child Welfare League of
America assisted the workgroup. The facilitators were funded by a
grant from the Medina Foundation awarded to Catalyst for Kids in
partnership with ‘Children's Ac}mmistratlcn The statewide workgroup
met several times beginning in July 2004 and ending in March 2005.
Community services providers, CA management and staff was actively
engaged in these fac:iftated meet ngs -

By early 2005 a great deat of Chil dren s Admmzstratmn time and
attention had been devoted to regional and statewide meetings
regarding principles of collaboration. As a result of those meetings, a
prctoc:si framework was developed. Unfortunate%y, management
concerns within Children's Administration necessitated a change in
leadership and reprioritization of the administrations time and
attention. Development work on the protocols was delayed.

On March 27, 2086 a smail wark group consisting of providers and
‘Children's Admmfstratien staff, convened without a facilitator to review
~ the proposed statewide protocols. On April 4, 2006, proposed
protocais were sent to the statewide co Eaboratmﬂ workgroup for
comments a;'acf further suggesﬁons

The statewsde col aboratxon protocols focus on four mam areas of
collaboration: plfanning, decision-making, communication and -
--evaluation, as they reiate to referrafs, ccntracts and resource-
aiiocatlons _

. Eanmng Cf) laborative: pi annmg will occur in four areas
o Strategic Direction;
o Array of Services;
o Policy and Budget Dec:s;ons and
o Continuous Quality Improvement

e Decision_making - Chlldrens Admmzstratton decision processes
will address the following: :




o Decisions made collaboratively by Children's Administration
and providers

o Decisions made by Children’s Administration with input
from providers

o Decisions made by Children's Administration and
communicated to providers

« Communication - Communication is a critical component of any
collaboration effort and the statewide protocols outline in detail
how communication will be addressed between Children’s
Administration and its service partners by covering the following:

o The type of information to be communicate;
o How that information will be communicated
o When information is communicated; and
o Party responsible for the communication

+ Evaluation - The evaluation process will assess the degree to
which these collaboration protocols have been implemented and
the impact of implementation on planning, decision-making, and
communication.

Collaboration Activities

While the statewide collaboration protocols were being finalized,
Children’s Administration undertook a contract review process and put
into action many of the principles outlined in the collaboration
protocols. The contract review activities included:

« Convening groups of community service providers and Children's
Administration staff to discuss the services offered under each
contract type to determine what changes if any should be made to
the contracts

» Reviewing 928 contracts and with the community service
providers implementing the following contract changes:

o Contracts clearly outline the exact services that will be
provided

o Payments are based on a fee-for-service or on a monthly
invoice tied to a detailed budget in the contract



« Planning for and implementing in July 2006 performance based
contracts so information is available on how children’s lives
improve as a result of the services offered

« Over the next year, improving business practices in contracts and
providing better service options, such as an improved alternative
response to child abuse investigations

Next Steps

The Statewide Workgroup will be convened during July of 2006 to
develop a process to operationalize the protocols. The Workgroup will
also review service and budget issues. '

- Conclusion

The protocois pmwde a founda'aon for consistent methods of
collaboration and communication between Children's Administration
and its service partners. The statewide protocols should assist
Children's Administration ~and its service partners in addressing
broader issues and encouraging broader communication and
collaboration across the state. The Statewide Planning Committee
created by the collaboration protocols, should benefit the Washington
~ child welfare system by providing a “mechanism - for Children's
Administration and its. partners to assess the current:service array -and-
identify service gaps.

the Children’s Administration extends its sincere thanks to the
numerous people who give their time, energy, and expertise to the
process of deveiopmg the attached coilaborataon pmtocois

Enclosure



Department of Social & Health Services
Chitdren’s Administration '
Statewide Protocols for Collaboration with Service Providers

PREAMBLE

Children's Administration Values, Commitments, and Principles

We partner with .Tfibes and com';m;nities to serve children and families.

We value partnerships with Tribes, commumties and public and private agenczes to promote
safe and healthy growth and deveiopment of chlidren in theu:’ own homes and in out-ef home
placement. -

We encourage open communication, and we work with partners to resolve issues.

We strive to make decisions openly, with as much consultation and shared decision-making as
gt
possible.

We support federally and non-federally recognized tribes and off-reservation American Indian

and Alaska Native organizations and their rights to provide for and nurture their own children.

Gmdux Princi }gs.éf ﬁéliabérﬁtiﬁn.,beﬁwem.(’i& and Seri%ii:e:z?a;iftnérsﬁ‘ oy

Private sector service partners, Tribes, and public agencies are mutually valued participants in
the child welfare service delivery system, and their collaboration is critical to developing,
funding, and evaluating services delivered to children and families. Guiding principles for state-
level collaboration protécois are ouilined below.

En cach area where it is appropﬂate collaboration in p‘iannmg and deczsron—makmg shouid
e Bebased on shared goals and expectations T
= Reflect regional and local priorities and contexts
* Involve as many different types of stakeholders as possible, including consumers and
other community members
= Recognize the shared responsibility of the public and private sectors to defme their roles

f Nothing in these protocols should be interpreted or construed as limiting or superseding

CA’'s management responsibilities or decislon-making authority. These protocols provide a
framework for CA’s partners to inform its decisions through coliaberation.
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» Engage providers in the decision-making process, and clarify their roles
* Create a calture in which it is valued and safe to raise issues or propose new approaches
» Promote effective ongoing communication among:
O service partners
o state, regional and local CA offices
o children and families receiving services.
Include mechanisms to anticipate and resolve crises
Be data-driven, evidence-based, and results-oriented
Use objective measures of performance and success, and provide feedback
Extend across a range of activities

In keeping with the purpose and spirit the Department of Social and Health Services (DSHS)
Policy 7.01, CA is comumitted to consultation with Federally Recognized Tribes of Washington,
recognized American indian Organization, and individual American Indians and Alaska Natives
in the plannmg of services and programs, to ensure quality and comprehensive service delivery
to all American Indian and Alaska Natives in Washington State

These principles a.nd commitments provzde the foundation on which CA’s protocols are based.
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Statewide

Collaboration Protocols

Goals of Collaboration

Goals of collaboration between CA and its service partners include:

" Mutually supportive working relationships

* Coordinated delivery of services to families and children

* A sustainable contmuum of accessible servzces ﬁ)r chﬂdren youth, and
families:

*  Shared accountability for results -

“®  Cost-effective and efficient use of available resources.

11. Resolution of Reiatienship’ Issues

AL Puitj{)se' '

Contractual issues or dispuf;es are resolved in accerdance with the terms of the specific
“contract. Relauonship issues are matters (questions, concerns, d1sagreemen:ts) that are not
within scope of the contractual terms between service partnei(s) and CA. These issues

include; but are not limiited to, ‘matters related to performance measures and referral
processes. A system to address relationship issues is important to the creation and
maintenance of a culture whére seérvice providers feel safe to raise issues or propose new
approaches.

B.ingfifhé_z'-?récesfé,:'

T

“Tssues ‘must first be ra;sed at the regional level followmg the designated regional

process for resolution of non-contract relationship issues if any., In the event that
no regional process has been designated for these lssues. "1ssues will be raised
foﬁowmg the regwnai cham of ﬂommand '

If reschution has not been achzeved after usmg ’-the pmcess set forth above, the
ssue(s) will be raised by a letter or memorandum outhmng the issues and
forwarded to the dlrectoa“ of fzeid operatxons ' '

- CA 'headquarters wil} “work with the service partner(s) to resolve the issue. If

resolution cannot be achieved, the issue wﬁi be farwarded to the Assistant
Secretary {)f Chiidren $ Admmisiratmn

Decisions will be documented in a ietterimemo and wﬂl be prm Ided to all parties
involved.

111 Collaboration in Planning
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A. Purpose

Collaborative planning, preventive problem-solving, and information-sharing are
essential for both CA and its service partners. The following framework recognizes the
importance of collaboration in the planning process.

B. The Mechanism

CA and its service partners will convene a Statewide Planning Committee” (SPC) which
will be a primary mechanism for collaboration in planning by CA and its service partners.
It will be comprised of 25-30 members who represent CA, its service partners, tribes, and
other stakeholders.

1. SPC Membership

Committee membership will reflect service partners from both eastern and
western Washington, from urban and rural communities, and from all major
contracted program areas. Members of the SPC will include:
a. a CA representative, a service provider, and stakeholder from each
region;
b. two representatives appointed by the Indian Policy Advisory Committee
(IPAC) ;
¢. Other CA staff and stakeholders appointed by the Assistant Secretary.

2. S?C Meetmgs

" a. SPC meetmgs shall be open meeungs. The SPC wﬁi meet annuaiiy Annualv
: meetmgs may be held at- various locations around the state to allow for
maximum participation of service partners.

b. At its ﬁrst meetmg SPC. may conpsider regmnal _protocols  and makc
recommendations to CA regarding the adoption of working documents or
draft ouﬁmes of I‘Eglﬁﬂ&l coliaboratmn protocels ' :

¢. The SPC may meet on an ad-hoc basis. and create sub-committees that will
work together as needed to address issues and situations that arise throughout
the year and require the input and collaboration of committee members.

d. Ad-hoc meetings of the SPC and meetings of smaller sub-committees may be
conducted in any way agreed to by the SPC or sub-committee

3. Selection and Duties of Co-Chairs

* The SPC shall suppiement, not duplicate or supersede the Children, Youth and Family Services Advisory
Cominitiee established pursuant to RCW 74.13.031;
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The SPC will select two co-chairs to share the responsibility of leadership. One
co-chair will be a representative from CA and the other will be a representative
from a partner agency. The co-chairs will have joint responsibility for the
following:

a. Gathermg input from SPC members and developing an agenda based on their
~ input

Determining’ logistlcs and iocations of meetmg(s)

Convening and ieadmg meetings

Keeping and distributing records of the meetm gs

Obtammg staff Support resources necessar} to fac1htate the work of the SPC.

@f.&f.ﬂ o

D. Areas of SPC Advice’

SPC wﬁl in cailaboratwn with CA, provide gmdance and strategic advice in the
following areas. SPC may, as needed, invite participation of individuals with spemahzed
knowledge to heip address spemﬁc tasks or topms that require m depth expemse

1. Strategic directmn—revzewmg‘majOr trends in child welfare, 1aaming about what is
. workmg and what is not working, and recommendmg where CA and xts partner service
- agenmes mlght g{) wﬂh theu’ pohcms and pmgrams '

2. Array of services—SPC may review the 'ca‘pacity and accessibility of current services
and _recommending changgs.

3. Policy and budget (iecismnsmSPC may make: remmmendatxons on the deszgn or

m;modaﬁcatmn Contracts” between  CA> and ;}mwdefs determzmng reierrai processes,

discussion of overall budget allocations for servxce and program areas and deveiﬁpmg
coordmated grant-writing strategies.’ '

Cmﬁmnous quahiy 1mpr0vement~—~SPC may make recemendauons regarding the
development of processes - for ‘measuring - customer sausfactmn {mcludmg; service
partners) and assessing the effectiveness of services and programs “as 'well as examining

the results. of CA rawews aﬂd csntract Gmmme measmes and recommendmg

- improvements
V. Co_ii_abora‘ti_{m_ m DeciSi{iin-makingﬁZf o
A. Purpose
Children's Administration and its service partners are committed to achieving collaborative

decmmmmakmg———even at the implementation stage. CA will work with providers to
identify all opportunities for collaboration, to detérmine the potentlai impact of pending

decisions, and whenever possible, to develop strategies to minimize negative impact on

* Please see footnote 1.
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CA’s service partners. In some cases, time constraints may prevent consideration from all
partners. In other cases, decisions may be shaped by external forces.

B. Children's Administration’s Decision Processes

1.

At times, CA will make decisions that are exclusively its responsibility, such as when it
is required to take actions to comply with decisions mandated by the Governor, the
Washington Legislature, the federal government, or the courts.

Decisions made by CA with input from. providers.
These are decisions that CA is responsible for making after receiving input from its
service partners on their preferences and the likely impact of various options.

Decisions made collaboratively by CA and providers. These are situations when CA
and service partners will decide, using consensus-building processes, the best direction
or dﬁmsmn regardmg a particular issue or topic. -

Netnﬁcamm Regardmg Decisions

The following protocols wiil-be followed to engage participants, communicate the nature of
issues, and ensure timely notification for all partners.

10

CA will use existing collaboration structures to notify that decisions need to be made and
engage service partners, including the SPC, regional planning committees, and providers
or committees organized by program area.

CA will notify applicable partners that 1) their participation is needed, 2) their input is

‘needed or 3) that a decision has been made through e-mail or other reasonable methods.

- Service pa;'tners wzii he neafied as cariy as. pessmla At a mmlmum partners wﬂi be:: S
-provzded with: : :

4,

= Explanation of the toplc or issue .
= Applicable Timeframes _
= Spec1f1c opportunities for participation or input (Meetmg type date time, and
~ location, or other type of communication)- =
Deadline for CA to receive input, when apphcable
"« Information on where mput should be sent
. Indication of how service partner input will be used.

When partners collaborate with CA in the decision-making process, the decision making
process may occur in person, by a conference call, by e-mail, or by Listserv discussion,
depending on the type of decision, the timeframes allowed, and the needs of the
committee or group involved.

Final decisions will be communicated by e-mail or a letter outlining the decision and its
basis. Other communication options may be used if the situation warrants.

V. Collaborative Communication
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A. Purpose

Communication is a critical component of any collaboration effort. This section of the
protocols outlines communications CA and its service partners. ‘ o ’ '

L

CA will provide its service partners with information concerning current or future
decisions that affect’ providers; Funding opportunities; Referral mechanisms; Program
initiatives: and Contract modifications. CA will commuricate information of interest or
information on decisions or changes that may affect service partners as timely as
possible.

Service partners will provide CA Information concerning current or future decisions that

affect CA; Funding opportunities; new services or program initiatives; any initiative or
change that involves CA staff or children receiving services from CA. Service partners

' will communicate information of interest or information on decisions or changes that may

 affect CA as tmely as possible.

Methods for-Communication. between CA and its service providers include:

a. Meetings—Regular meetings of the SPC will be held anmually. - Additional meetings
of the SPC or of subcommittees will be convened on an ad-hoc basis to share
ihformation and work on issues that arise outside of the annual committee meeting.

b. By e-mail, memorandum, or letter—E-mail may be used to share general

 information, provide notification of meetings, and to send documents to the SPC for
review or to solicit feedback. Letters and memos may be used to ‘provide written
confirmation . of ~decisions, agreements . and. other 'more formal - business.

correspondence. Any initiative’ substantially affecting CA or CA service providers -

that has not been developed collaboratively will be communicated to the affécted -

" providers in writing as soon as possible. ' DR S

c. Website—CA has created a “Business Partners” webpage to compmunicate with
_ partriers. ,{www,dshs.W;@;gmf/céjpaﬂnemﬁnfo.asp}

d. Listserv—CA is reviewing the feasibility of using a listserv for communication with

the SPC and with contractors by program area.

“Responsibility for disseminating fnformation” will “vary “depending “on  the typeof

information being shared.

a. CA decisions or changes affecting service providers will be communicated by the
Assistant Secretary or a designee of the Assistant Secretary.

b. Decisions or changes by services partners that may affect CA will be communicated
via their own internal processes to the appropriate statewide or regional collaboration
structure.

V1. Evaluating the Collaboration
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A. Purpose

The evaluation process will assess the degree to which these collaboration protocols have been
implemented and the impact of implementation.

1. The collaboration protocols should be assessed using both qualitative and quantitative
indicators and measures. These should focus on: timeliness of decisions, inclusion of
service partners, follow-through and follow-up of planning decisions—both the decisions
themselves and communication.

2. Measures should be ongoing and occur more often initially to ensure progress. Pre- and
post-measures and assessments of collaboration should also occur to monitor
improvements.

3. CA will investigate the option of using non-CA research staff (including research and
data analysis staff elsewhere in DSHS) to develop measures and tools. The SPC will also
consider a small, on-going subcommittee to assist in evaluating the collaboration efforts.

4. Evaluation should occur after one complete contracting cycle. A follow-up evaluation
should be conducted a minimum of two years from initial implementation.

B. Protocol Revision

Based on the results of the ongoing statewide evaluation process, the SPC will review
activities and protocols annually and recommend revisions as needed to CA.
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